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AIR WAR COLLEGE RESEARCH REFORT ABSTRACT
TITLE: THE NEED FOR SOLDIER-STATESMEN. A RARE BREED?
AUTHOR: MICHAEL WEITHMAM, LIEUTEMAMT COLOMEL, LUSAF
The degree of success and influence on policy of

senior military leaders is measured by their demonstrated

ability to be both a soldier and a statesmen. Karl Von
Clausewitz demonstrated that war cannot be conduckad in a
political vacuum. The ejiceptional leader maintains an
objective view of his military role ~— a role that is capable
of achieving a Ealance between military and political
pbjectivas. In the classical sense, this lsader is a
political general who practices the principles of

Clausewitz., & profile examination of two Bighly regarded
military leaders, Genetrals George C. Marshall and William C.
Westmoreland, helps ko illustrate the need for military

commandevrs to become soldier-statzsmen.,

iv
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CHAFTER 1
INTRODUCTION

Senior military leaders are required to play a non-
partisan role in politics. However, they rarely can afford
to be if they are committed to affecting the outcome of
policy decisions. Power or influence melts principle, and
those who hold to definite, dogmatic and rigid military
ekthics are exéluded from power in a liBeral pluralistic
civilian society. (13:94) The price which the military
leéder must accept for acquiring power depends upon the
division between his traditionally conservative milaitary
values and the prevailing dominant liberal ideology chared by
civilian lawmakers. The success of a military leader’'s
ability to influence strategy and policy is dependent on this
gap. Although there are formally established roles of
military and political leaders, even Clausewibz would adgree
that there is a fine line that separates military and
political roles in policy making. (&6:86~39)

Top military leaders operate in a world that
mtermingles straktegy and policy, and tend to mix bokh

“heir actions. They must be attuned to Lhe political

}
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implications of their military attitudes and actions and be
willing to accept the final decisions of their statesmen.

Obviously a considerable gray arex exists where strategy
and policy overlap. This gray area gives top military
leaders the most trouble. Senior military leaders cannot
ignore the political implications of strategy.
Considerations of strategy must yield to considerations of
pélicy.

Conceptions of the military and political role have
produced conflict throughout American history. Where
conflict of opinion has occurred, it has traditionally been
a conflict belbween the civilian and milikary leadars over
the point at which policy, as.determined by political
considerations, and strategy, as determined by mil.itary
capabilities, interface to formulate strateqy. With few
exceptions, the military leadership has historically
naintained that war is a military matter. that the civilian
role is tn provide the maximuwn means possible to pross .ute
Lhe military campaign and that policy guidance has ftaken the
form of political interference. In contrast, the civilian
argument has been that military leaders ‘o not understand

political implicaktions. If this charge is true, these

contrasting positions may explain why the advise of our

ganior military leaders has rarely been sought during the
tormulation of policy since World War 1I1. (L7:2%)

Cine can conclude that success is measured by a leador's




ability to operate as bhoth a Soldier and Statesmen.

1f one agrees with the premise that military leaders must
play an active role in shaping policy, timen it is =qually
important to understand the four mair points outlaned in this
paper. They help support the need to develop future military
leaders to become Soldier-Slatesmen.

First, civilian and military leaders tend to have
liberal and conservative ideological beatbs respectively.
Thne degree of success of military leaders stems firom their
abi{ity to reéognize, cope with and to effectively balance
these differences. Secondly, in the Clausewitzian context,
the division of roles between the military and civilian
leaders in developing policy and strategy is fuzzy. Third,
there are lraditional conceptions of the role of military
leaders Lhat have roots in historical prectice. Finally, the
must effective military leader is conservative in strateqy,
but open-minded to political considerations. Two prominent
military leaders, Generals George C. Marshall and William C.
Wiestmoreland, have been selecked to illustrabte these four
prints and support the thesis that the success and anfluence
demonstrated by top military leaders is measured by Lheir

ability Lo be both a Soldier and & State:men.
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CHAPTER 11
CIVILIAN-MILITARY DILEMMA
A Matter of Ferspective
Military and civilian leaders approach issues and
pol:vv from much different perspectives. 7To examine these
fundamental differences may help to improve an awareness of
the civilian-military dilemma.
LIBERAL VERSUS CONSERVATIVE IDEOLOGY
Civilian liberal thinking cnntrastsiin many ways with the

military ethic. Liberalism has dominated American thinking
from the Revolution through the first half of the twentieth
century, and it has generally been associated with the
development of U.S5. policy. By and large, liberalism alsg
does not understand and is hostile to military institutions
and the military function. Conversely, the military ethic is

fundamentally conservative and has no political pattern.

This ideological difference between the woldier and statesman

has had a significant impact on the civilian—-military
relationship., (13:90,91,144)

Even today, liberal ideclogy seems, for the most part,
o be the common denominator among members of the Reagyan
administration. The liberal politician iends to be an
extremist on the subject of war. He either embraces war o
rejects Lt completely. The liberal also associates war with
the military institukion. This outlook exolains in part the

underlying dijerma faced by many military leaders. focrican
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thought has not viewed war in the conservative-military sense

as an instrument of national policy. (13:151) Moreover, the

military, as the instrument of policy, receives the blame for

wars. The liberal extremist paints the professional soldier
as a warmonger who promotes conflicts to enhance his career
goals.

From a historical perspective, liberalism is deep-ronted
and may euplain the difficulty and challenges faced by top
military leaders to win suppori from the American people and
appointed civilian leaders. The reélizatian oT a harmonious
civilian—-military relationship denends wpon the attainment of
an equilibrium among military conservative thinking ;nd_
civilian liberal thought;

CLAUSEWITZ’'S FRINCIFLES (QF THE CIVIL-MILITARY ROLE

The assertion that a military campaign should be a matter
for purely military opinion is unaccegptable and can be
damaging. Mor is it acceptable for civilian leaders to
regquest a purely military advice. Clausev itz saw thea role of
the political "' »adership as establishing rational policy and
providing political guidance. He viewed the military.
commander as responsible for making bhe pailtical leadership
amare of the capabilities and limitations © g national
amaiiltary Lnstrument. No major proposdal e war, huowever , can
L worked out in ignorance of patitical acktors. (sieud-610)

My pownbk is that milikary leaders queb operate like

solaier—-Stetesmen. Fhe military commande = nas & vodbe L1 L
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formation of policy insofar as it may place demands on &

nation’'s military power.

MILITARY ADVICE AND INFLUENCE

Traditionally, military advisors are supposed to bhe non-
players in politics. 1In practice, they rarely can be i{ they
des.re to make an imprint on policy decisions. The potﬁntial
for military advisers to wield influence also depends on
their relationship with executive and legislative
ofticials. (SH:32)

For example, the Joint.Chiefs, constituted by Fresiuent
Franklin Roosevelt in 1939, form a nucleus of important
military figures that can have a direct influence on
policy decision;. The Joint Chiefs are legally non-parcisan
professionals but normally political actors with potent;al
leverage against their superiors in the administration.
However, the Chiefs can be politicized in two different
directions. Fositive politicizations -support and advocacy
of administration policies - characterized them under
FPresident Harry 3. Trumani negative politicization -
opposition to administration policies —characéerized them
under President tyndon E. Johnson. (5:33)

Unfortunately, both politicization and non—politicization
can have risks snd drawbacks. The pro-administration Truman
Chiefs suffered the mopst from their politicization because

their administration placed them in tF ‘gition of

nooa ’
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. spokesman for policy. (5:94) In contrast, Fresident Kennedy
vas disenchanted with his Joint Chiefs’ political
insensitivity. Therefore, he circumvented them by hiring a
more responsive military advisor. He brought retired General
Maxwell Taylar out of retirement to the bWhite House in the
specially created job of military representative to the
Firesident. (5:395)

SELECTING THE MILITARY MINMION
Fost— war JCS appointments have followed two general
patterns:

a. The routine -~ professional soldier. Compatibility
wrth an administration’s political goals is not a ceniral
cunsidération in his selection.. This is the most common
pattern, but men selected in this manner have considerably
loss power and influence within the admiristration than those
selectked by the next method.

b. The exceptional—- political. Th:s tvpe of person is
& military professional who has gained the complete

confidence and admiration of political leaders and becomes a

valuable member of the inner circle of the administration.

1+# is this pattern of appointment which calls for the
Snldigr-Statesman.

s The seleclion of a routine professional exacts minimal
pnlitical cost in kerms of congressional opposition.
However, it presents considerable concerr to the

ceministration since khis btype of militar ¢/ lnader w3 Likely

/
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1o respond more to professional and organizational loyalties,
vich may conflict with administration priorities. (35:56)
Ceneral Westmoreland, tor example, was perceived as an
organization men. This caused some strain on his
ralationships with his civilian leaders.

Conversely, the exceptional-political pattern of
selection is the more difficult because there may not be any
political devotees in the ranks when the president wishes he
had them. These constraints reflect the essence of the
problem: "The Joint Chiefs o% Staff and top posts of
respective military service institutions are with political
import, but an administration cannot easily control iis
m2mbership politically; Presidents have made few political
mrlitary appointments. Most military advisors incur an
administration political role but remain an arganizational
political orientation." (3:37)

The aoverwhelming number of JCS appointmerts have been
1om the routine —-professional track rather than the
erxceptional - poalitical track.

The administrations of Fresidents Dwxght D. Eisenhower
and John F. Kennedy, however, sought to improve mifitary
loadership by compromising the seniority system and
encouraging military leaders to develop political
songitivily.

When the professional soldier bscome: politically

insansibkive to administrative policies arnd public suppart,

[
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. the president must affirm his own control by either
reforming him, replacing him, repressing or ignoring him.
The Kennedy —Jchnson Joint Chiefs did nob adapt well to
Kennedy’s directive to consider political factors in their
recommendations. (5:50)

THE PRICE FGR INFLUENCE

Professional soldiers who have been politically
influential havé generally conformed to & civilian liberal
pattern of thinking. Their popularity has depended on the
‘extent to which they have become men of the
pepople rather than men of the military. (L3:15%9) In
particular, they have not tried to impose definiie guliay
views on the gnvernmént, but have maintained close political
ties and paid great deference'to the desires of Lthe
lagislative and exccutive branches of govarnment. The price
which the military professional must pay for power and
influence depends upon the extent of the gap belween the
m).litary ethic and the prevailing ideologies of the civilian

leadership. (13:.506) L

UNDERSTANDING THE TYFES OF MILITE<Y LNFLUENCE

The styles of influencing civilian leaders can be

conceived in terms of three general catégmrieﬁ;r Home
military leaders can influypnce policy wn cearbalmn astustions

Frecisely because btney do nab arlempt o inderpret Lhewr
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military roles broadly but maintain a narrow military
perspective. In some cases this means acting purely as a
typical military soldier —— giving expert military advice
based strictly on strategic considerations. In contrast are
professional soldiers who maintain a low profile. They
define their roles narrowly because they are attuned to the
perspectives of their services and have little interest in
politics. Westmoreland closely resembles this description.
The most successful military leaders take advantage of
oppoirtunities to increase their access ard involvement in
policy making. These leaders are skille¢ bureaucratic
munipulakors who cultivate contacts and expand the inqgr
cs;rete of fﬁeir patrons. (13:354) One leader that epitomizes
this category is General Marshall. He was regarded with awe
not only by the men who served under him but by the
Fresidents who served over him. 7This eiceptional milaitary
lzader made his impact on policy not by just éﬁcceeding as a
serldier all war but because he created roles that would not
olherwise exish. This kype of leader is rrare. for he goes
turthest towarcd abandoning the professionai military egthic.

(13:355)




' CHAPTER III
GENERAL MARSHALL — THE SCOLDIER <~ STATESMAN
OVERVIEW
There are many military officers who have enjoyed a
phenomenal rise in rank, but none has had the degree of
success nf General George C. Marshall. The best description
ot Gene, al Marshall’'s success as a military leader ‘s that of

Fresident Harry Truman:

seeln a war unparalleled in magrnitude and
in horror, millions.of Americans gave their
country outstanding service. Genoaral of the
Army George C. Marshall gave it victory.
Statesman and Soldier, he had courage,
fortitude and vision, and best of all*
a rare self-effacement. He has been a
tower of ‘strength as counselor of two
Commanders in Chief. His standards of
character, conduct and efficiency inspired
the entire Army, the nation and the world.
Ta him, as much as any individual, the United
States owes its future. He takes his place at
the head of the great commanders of history. (19:1-2)

Marshall projected an image that commanded the attention
cf even notable poiiticians. Marshall was on icon to Dean
feheson, as he was Lo Robert Lovett, and to Charles {("Chap")
Eohlen, George kKennan, W. Averall Harriman and .John J.
MeCloy. Everyone felt his presence. - (14:290) Ther2 are many,
like myselt, who believe that General Marshall’'s success
s Lemmed from the sweea of his thinking, his attributes of
sratesmanship, and his use of lthese attributes ko his
sttvantage.

teneral Marshall was a brilliant soldier. T would

i
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gescribe haim as a disciple of Clausewatz ~— a military
genius. However, the most important trait that contributed
to his success and placed him in a specicl category of
military leaders., wa traordinary ebility to recognize
cuickly the political, ecor mic and sociel implications of
policy and strategy. He had a rare ability to separate
policy and strategy —— not an egasy task for most people.
This ability not only facilitated Bis harmonious
relationships with the "political circle of elites," but
méde him an influential leader on policy decisions. FMarshall
was a perfect blend of soldier and staterman. He was always
aware of the importance of the Army;s role to the nation.
Yet, he“was equally aware that he was a eorvant of the
American people and accountable to them for his'actions.
Dean Acheson stated, "Marshall explored all elements of the
problem before reaching a decision. Not merely military
judgments, but judgments in affairs of state.” (1:141)
A close reszmblance to Clausewitzian prophecy.
CHARACTER PROFILE .

General Marshall was without doubt a superb military
leacler in a straightfarward military sense. A description of
the intellectual qualities needed in a military genius might
heva been written with General Marshall in mind.

General Marshall had the courage of & military genius.
Courage, said Clausewitz, is of two kinds:

v .Courage in the presenc? of danager to thae person,

g
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s and courage in the presence of responsibility,
whether before the judgement of external authority or
before that of the internal authority which is
conscience." (4:1100-112)

Marshall showed in France during World War I that he was.
not lacking in courage. Then a colonel, he planned and
executed three major offensives under Gernzral John J.
Fershing that eventually forced the Germans out of France.
General FPershing said:

.80 brilliantly did Marshall plan the
concentration, so precisely did it occur under the
assiduous supervision of this colonel who seemed to
be everywhere at once and know evaerything that
happened, that the enemy had no inkling of the
pending attack until the barrage started which
signaled its beginning. In the space of two weeks,

. nearly a million mern and their supplies had been

) moved in absolute secrecy. It was recognized at the
time, and the judgment has stood Lhrough the vears,
as the most magnificent operation of the war. (8:160)

An alocf, confident, self-disciplinsd man, Marshall
impressed Allied military leaders during wWorld War 11 with
his breadth of command. He lad khe opposition to Winston
Churchill’s Mediterranean strateqy, pressing instead for a
cross—channel invasion route for the conguest of the Axis
powzirs. His diplomatic ability biole many deadlocks between
tire Allied leaders. (24:1362)

ATTITUDE TOWARD WAR
Aware of the costs of waging war and the price tag
for success, Marehall always remembered that the ultimate

st of vickary lay in the loss of men’s ‘ives. Many of bz

¢ cligiong were zonlrolled by hiz deep cor cern for Sooeican
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casualties. The battle for the Ruhr near the end of Lhe war
ptrrovides an eicellent case in point. Hitler had decided
that the Ruhr would be treated as a fortr=zss; Goering stated
after his capture that the troops in the Ruhr were given
orders not to surrender for any reason. This meant that in
capturing the Ruhr there would be heavy casualties near.
highty developed and populated industrial areas. Hitler
anticipated that approximately twenty-one Allied divisions
wounld be committed to the takeover of the Ruhr; but General
Marshall, to avoid the costly in-fighting, ordered the Ruhr
encircled. (20:33%

General Marshall’s deep concern for peopis was well_knawn to
memberslof his stagf and to many back hom:2 in the inited
Slates. In one of his last recorded interviews, he said that
hwe saw to it that the FPresident was reminded weekly of
cosualties with the losses listed in vivid colors. It is

essential, he declared, to remember the sacrifices. (LO:xav)

FOLITICAL PHILOSOFHY
General Marshall’s political philosophy mirrored bkhat or
Clausowits. He maintained a strong conviction that political
chiefs should make political decisions invaolving milybtary
pirlacy. rMany detractors of General Marshall critacazed him
frir his failure to think politically aboub milxrbary
decisions.  However, General Marshall’'s actions wers

mokivatked not by disregard for politiczal qabtboes ol by b

i
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loyalty to his Commanders in Chief and his strong belief that
sich matters belong to political chiefs of staff. For
erample, it has been charged that in contrast to the British,
the American miiitary paid insufficient attention to
politics, with untoward and ill-considered effects on the
postwar world, but this was not accurate. General Marshall
sktated, "My Joint Chiefs of Staff and I discussed political
matters &ore than anything else...l repeat again that I doubt
if there was any one thing that came to our minds more
frequently than the political factors. UWe didn’'t discuss
politics in the public because we were not in anyway putting
our necks But as to political factors which were the buginess
of the President —-who is also the Commander In Chiaf."

(O F20-324; 15:10-11{ Beneral Marshall was clearly attuned
ko political considerations, but kept his political views

avay from his critics and to himself.

MILITARY MIND VS FOLITICAL INSIGHT
‘ Nothing could be further fTrom the trulth than to

bolieve thaE Ganeral Marshall’s mind was purely a malitary
ﬁand dominated by only military considerations —-— that is,
cunsiderations relating to the use of foroe. It was not
cQance that his name is given to the Marshall Flan. Even
mure than this, when Marshall thowght about milibtary problemns
acd solutions, nonmilitary factors plaved & key role. The

d.baka betwsen bthe advocates of Lhe cross -channgel wnvasuon ot
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Hitler's European fortress and the advocaktes of the
Mediterranean invasion through the Balkins clearly
illustrates this point. General Marshall did noé balieve
that the southern approach favored by Winston Churchill was
dusirable, for he doubted that what Churchill called '"the
soft uwnderbelly of Europe", was soft at all. His principal
argument was that the "southern approach" would reguire
.additional shipping in the Europegan theater and more troops
and would delay victory in Europe by possibly a y=zar.

Ho also believed that it would stretch the time for decision
in Asia into the Congressional elections of 19446.. He reminded
hhs political leaders of the obstac{es which were faced
during the elections of 1864 and of 1918, and of the great
strain of five years of war. (2:163-164)

Churchill was moved by General Marshall’'s political
considerations. It is this rare trait possessed by General
Marshall that greatly enhanced his credrbility among his
pelitical leaders and constituents. A rare Soldier-—

Sratesman.

CULTIVATING RELATIONSHIFS
General Marshall’'s rise to prominence was not only
the result of his excellence as a soldier, but also his long
azsociations and friendships wikh influential military and
political figures. For example, Heneral vorshall knew all

(te senior American generals odf World War L1, all hiery AL)iaod




lwaders and their staffs, and the American Fresident and his
advisors. He had known many of them for & long time. (4:112)

General Marshall had risen in part because of his
connection with General Fershing as a planner in World War 1.
Bafore World War I was over, then Colonel Marshall, was
"handpicked" by General Pershiﬁg as his wide-de-camp, a
position he held for siy years. For four of those years,
1920 - 1924, Pershing was Chief of Staff of the Army. (20:48)

In 1933, then Colc.,:1 Marshall was assigned as Senior
Instructor for the Illinois National Guard. MHMajor General
Roy D. kKeehn was the Commander of the Division. In civilian
life, Keehn was a very sccessful léwyer among whose clients
Wis thé Hearst Syndicate ;— thus, & man with a great deal of
political influence. (20:60) General kKeehn was impressed
with Colonel Marshall, and he went to see Chief of Staff
Douglas MacArthur to tell him that Marshall was too good to
be wastad in a Guard positiony he should be promobed to
Erigadier General.

The assignment in the Guard was also a political baptism
forr Marshall. 8Since the officers assignsd Lo the uard were
pwlitical appointees, and the Guard was uvnder the Lilinois
Governor command, the tour with the [1linois Suard waz a
pulatical education for Marshal) and wowsd help him n Later
visars. (201462

Marehall ' s assignment to Washington i 1938 was the first

ciear sign thalt bhe was learning how Lo manewvar, nob sz i
]
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soldier on the battlefield but as a political statesmen.
(18:124) Then Erigadier General Marshall, became special
assistant to General Craig and was subsequently appointed to
the position of Deputy Chief of Staff. (ne of his jobs as
Deputy Chief was to push President Roosevelt’s plane-—-building
program and at the same time campaign to get additional
appropriations for Army manpawer and armaments. This
interested Harry Hopkins, the Secretary of Commerce. who had
charge of the building program. (18:125) Hopkins was
impressed by the caliber of Marshalls Marshall aade a friend
in court.

The Chief of Staff’'s job was soon to become vacant. HMany
of the "big guns; were lobbying for thé Jjnb. but not
Marshall,_for obvious reasons —— he was too junior.

Huwever, Marshall was not without his own friends cager to
campaign Tor him. The Secretary of War, Harry Woodring was

a close friend of Marshall. A senator fro% FPennsylvania
spoke up for him. The retiring Chief of Staff, Beneral
Craig, told Marshall he would be prepared to recommend him as
e successor. (18:127)

I 1939, Marshall went from brigadier to four - star
gonaral, jumping the ranks. He was the s2cond non-West
Fointer to achieve the position of Chief of Staff. 1n June
1740, President Roosevelt offered Henry L. Stimson the
pusition of Secreteary of War. Stimson and Marshall were wld

aguailntances. During Werld War [, Stimeson had met Moirshall




all the Staff College in Langres, France, and had developed

the utmost respect for him. When Stimsorn became governor of

the Fhilippines, he asked Marshall to go with him as his
alde.

As World War 11 progressed, a warm and close relationship
developed hetween Marshall and Stimson. Seldom during the
war was there a difference of opinion between the two. bWhen
the U.5. entered the war in 1L94L, Stimscn realized how
indispensable was General Marshall. (20:85) Among all the
high brass, Marshall was the favorite of the White House
secretaries and staff., (4:97)

General Marshall was highly respected by both Fresident
Foosevelt and President Truman. Marshall had the complete
confidence of both Presidents and seldom during World War (1
did either ever go against the advice of Beneral Marshall,
Fresident Roosevellt gave Marshall complel2 responsibitity for
military strategy. In the making of military strategy, he
played a prominent part, attending all the great conferences
with President Roosevelt and Prime Minist=r Churchill.
(L5:102~-106) The dramatic course of WWII left no doubt of
Murshall’s leadership abilities.

50 highly did Fresident Truman admire and brust General
Marshall that one week after Marshall retired, Truman ashked
him Lo go Lo China bto make peace. Truman’' s reaspect Tovr
M:rshall ‘s diplomatic and military mind were koy to the

Fraosident’ s decision.
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Lproroes i e rae e ey apn o pe CAPIAPS PESTATATAAL A SYAFTIITTYY S
srany ey mgorp PN g e v e e 0 SRSIESSY et NSO, M ST, 8 Y AT k :
g em e mpAte wag WA Eg 0 S St a¥e IFary WCT JRerp ST * o g oA



Eisenhower believed Marshall’'s success with both Congress
and the American people was due to his resolute determination
to eschew any part in political decisions. HMarshall
eétablished a solid rapport with Congress to lobby for the
Army. He maintained close ties with many prominent senators
and congressman. In Marshall’s case, however, ghere were no
underhanded actions or selfish motives. He saw the political
value in being scrupulously honest and non-partisan in
dealing with Congress. Congress knew he was speaking to them
slraight, with no politics involved. During the war,
Congress grantgd the Chief of Staff an allecation of %100
million to use for any purpose he wished, without having to
éccougt for'it in detail‘to the House. (18:292-293) (n short,
Marshall commanded the confidence of .representatives and

&

znators alike.

4

General Marshall's public image was equally positive.
American public opinion was gauged in part by the attitude ot
the press. Hig conduct of press conferernces was superi.

His candid comments took the press into has confidence and
won any doubters to his support. Marshall’s maslervul
conduct with the press certainly enhanced his cause and
promoted the cause of not only the Army but also the
Administration. (20:924-995)

Plarshall’s success was not just pure luck. His aloofness
salf-discipline, and confidence as a soldier couplasd with his

commitment o his leaders ceriainly had a lot Lo do with it.




However, equally important,

in my opinion, was his diplomatic

ability to gain the confidence of respecizd politicians

and his network of friendships with members of the jinner

circle of politics.
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CHAPTER IV

GENERAL WESTMORELANMD - THE CONVENTIONAL SOLDIER

Most senior military leaders have been palitically
attractive after every war. FPresidents Nasﬁington and
Eisenhower wore stars in combat, not to mantion others who
reached political office such as General Marshall.,
In my opinion, General William Childs Westmoreland, a superb
combat leader, will not be considered in the same class of
snldiers mentioned above. General Westmoreland probably
w2ll not be remembered as a combat leader .who served with
distinction in the North African and European campaigns of
World War II but will likely be remembered as the commander
of American and Allied forces in Vietnam.

Fresident Johnson and Secretary of Deféense Robert
McNamara believed Westmoreland’'s exuperience as West Foint
superintendent showed he could take a scholarly, rather than
dogmatié approach. (9:286) He was also & generai viho
oheyed his orders. Fresident Johnson selected him in part
brcause he had sensed in Westmoreland a man who would not
ptay games or try to circumvent him. (12:352) They were
proved wrong.

Westmoreland’'s apparent weakness as & militan advisor,
in my humble opinion, was his tunnel visron in conaucting
war., He thought in purely military terms, failing to
anticipate the political consequences of his strategy. For

example, he was unable top balance military objeclives against

At
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pulitical aims during the Vietnam campaign: he was not a
close disciple of Clausewitz but, simply., & conventioral
combat soldier -~ a corporate general rather than a 7 e

political general. Yet, Westmoreland dic not becomegﬂﬁfé% of
Staff of the Army ;ithout some support, influential
friendships, and some luck along the way.

EARLY YEARS

Westmoreland, the son of upper—-middle class parents in
South Carolina, had an enviable boyhood and career. The
Wastmorelands were well connected with the local hierarchy.
General Westmoreland knew the right people, went to the right
church, and had the right Sunday school teacher —— James
Evrnes., then a conéressman, later a senatar, and subsequently
Szcretary of State. Byrnes was a family friend who kept an
eye out for Westmoreland. (12:553%)

At Weshk Point, Westmoreland was not the most brilliant
mamber of his class but he had character. The first challengg
of his character came in the Morth Africen campaign with the
51k Division. He gained a Fresidential L-al cotation.

Wizs kmoreland wanked more action and strucy up a friendship
with then Colonel James Gavin, a comer and leading proponent
cf airborne tactics., Westmoreland’s reputation as an
argressive, ambitious soldier would eventually reszult in
rizlationships wikh Generals’ Mathew Riageway and Mathaw
Teylor, two prominent military leaders. YWestmoreland became

chiat of skaft of the 9th Infantry Division Ehrouwgiowt Worild
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War LI wunder General Craig. Sponsoired by his friend Geﬁe?éi‘
Gavin, Westmoreland subsequently commanded the 187+th Airbdrﬁé
Fegimental Combat Team in kKorea, the only paratroop unit tc
axe action in the war. (12:554-3557)

As suparintendent of West FPoint, a position once held by
Generals Ma;AFthur and Taylor, he always sought out political
figures, and would take every opportunity +to impress and
reassure them. In 1947, Westmoreland lett West Foint and
assumed command of the 18th Airborne Corp. He was considered
one of the three top génerals in the Army, 2 future contender
for Chief of Staff. Westmoreland was being considersd for
thie command in Vietnam as far bark as 1961. (1:559)

. FOLITICAL FERCEPTIONS OF WESTIMORELAND

‘ Fresident Johnson and Secretary of Defense Mcilamara wersg
both impressed by Westmoreland for purely selfish reasons.
Westmoreland was efficient and straightforward and spoke 1n7
terme even McNamara understood. Westmoreland was a
southerner, which certainly enhanced his relationship with
Fresident Johnson. But it was General Taylcor, who had known
ieestmoreland for so long, who influcsnced the decizron makers
to choose Westmoreland as bthe successor o beneral narkins o
command the troops in Vielnam.

A MODEST PROFILE
Westworeland was not & man of subtlety but rather a

conventional ambitiouws corperate general chosen for tho mosh

complex une nnventionzl var this country |ad ewver towahl,




(12334D) For instance, he was not a forcweful personality.

. M.thodical rather than imaginative, an organizer rather an a
creative military genius, he was another organization man
tied to the tradition and principles nf the Army. (4:11i82) He
kept a modest profile with his political leaders. Hig eshecm
by politicians stemmed from his crisp military bearing,
rather than his brilliance or outspokenness. HMehMamars choze
Westmoreland because he was an efficient wmanager of people
wi wonld help MeMamara rather than hamper him.  When
Weztmoreland was given a vaquely defined mission,
bryond his military capability. he did not reject it,

Hi: would be polike ko his political ledders and reserve his

mesoirs. (9:179)

opinions for hi

b

This pasaive rale does nolt meet éhe tuzgs of a2 shroong
fr.orzeful leader and oilitary advisor to hie Uommnander in
Ditvlef, His performénc@ of this rolg, may sZzrtially explain
s Tack of suceess in influgncing policyuabers.

WEK, KOLE AS MILITARY nDYYEOR

Fresidente kennady and dJotnson lost conglderapls
confidence in Lheir pilitary advisers and relisd heavily on
ey civilian adyvigors for military advice and direciion.
Joihnson and Morizmara feld no awg of the recdnmendations of
b tliam Westmoreland., (32184} The silitary chiefse i ludang
We simors) and wore, forr the most part, sopuiisfucaeted yos men
Ler the presudent.’s podiries,  For owxanople, ?ney‘smrdwm
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rolative ko political restrictions. (21:¢:35.36)

Westmoreland was better suited to be .a tactician than a
grand strategist. His strategy in vietnam was so 1nflexi519
hat it affer@d few alternatives in ﬁhe political realm. I
this was his intention, he not only failed as a military
advisor, but he also ;iolated a Clauseawitazizn principle by
placing military strategy above political objectives.
Military strategy exists to serve political ends. 1t was his
duty and responsibility to advise the Fresident of the likely
consequences of political restrictiéns, 19 recommand
élternatives rather than to be a passive instrument of faulkhy

policy. 6@s Westmoreland later reflected:

.
’

ceoln my press conferences and public appearances
both during my service in Vietnam and after my
return. I recognized that it was not the job of thz
military to defend American commitment and policy. I
may have veered too far in the direction and devotion
of supporting an assigned military tashk esven more
than to a cause and of loyalty to the

Frosident as Commander in Chief. (21L:337)

Even Weskmoreland’'s well wishers maintainezd that once he was

armed wilth well-trained, mobile, regsponsive Americasan
givisions, he fargot his original role ot acvisor and became
s angrossed with assimilating and deploying his own lroops
that he allowed deterioration of the forc2s on whom Long-
vange succress depsnded (R:Z27)

Some critics say that Westmoreland arf the Joint Chiefs
mvintained and even arbticulatead their shearp didfferonces o

G pusing poticy Ln Yietnam. Fhere o5 LiE Le evodonos,




however, that Westmoreland or the military service chiefs
tnreatened or contemplated resiqgning to dramatize their
differences concerning the conduct of the war. (25:73) 1t
certainly appears that the military adviscors played a weak
role during the Kennedy-Jdobnson years.
MILITARISM HAS NO PLAGE

Westmoreland characteristically showed little
understanding of the interrelotionships baztween politics and
strategy. For example, he attacked the Johnson
eddministration by stating, "What special gddacity prompted
civilian bureaucrats to deem they know better to run a
military campaign than did military professionals?" (lé6:64Z)
lsn’t this atbitude toward war what got [acArthur in hot
vz ter with Fresident Truman? Westmorelard’s continued
roguests for large — scale commitments ot forces and the use
o search and destroy tactics irrespective of polatical
cmnsequeﬁc&s ware not the act of a militery goanius. The ‘
pwlitical objectives of Qietnam, altheugh somewhat ambiquous,
zalled for gradual escalation of the war zffort.
vostmoreland’s conduct of war in Vietnam furither alienated
Fum from Congress, the press, and bhe American peopie.

OLD OFTIMISM BREEDS SKERTICISM

Irt addition, Westmoreland' s continued optlimistic
s Latenents about the progress made in Yiobnam met wrth
worpspreard skepticism back homs.  He prosocded fow rosolbs e

som hin rritrcs.  He had crestod a sevat e creagilo faa ol «
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gap thai would cause grave criticiasam and doubt.

For example, Johnson Administration officials gquestioned
Wostmoreland’'s request for 200,000 additional troops
fa:llowing the Tet offensive. (1lé6:311, 12:235-693) As SUN Tzu
put it, "...There has never been a protracted war from which
& couniry has benefitted." (14:40%) pMany ot Hresident
Jahnson's closest advisors disagreed wath Westmoralands
eitrition strategy and expressed deep corcern about its
grnlitical consequences. Despite Westmorelard’'s optimism, the
Tt offensive had increased the opposition within the country
toward the war. Indeed, further pscalation was not
accepltable to &« large and influential seqment of the American
public sector. Repeated briefings by advisors such as Clark
Clifford, Dean Acheson, Arthur Goldbery and William Bundy
revealed their disagreement with the views: o7 Wesimoreland’'s
st.rategy. The Fresident was visibly impressed by the change
in vaew of his trusted advisors. He pulb greatbter stock in
their opinjions than in thoss ot his mililary advisors
Locluding Westmoreland., (2L312853-2693)

Even ze bhe Vietnam War scaled down, the new zecretory ot
Drfencr, Melvin Laird, also appeared to cisbtrust his
mililary «advizsors (26:287) There comes « time when the
politicians and the peﬁple become discour aged by a ceamingly

endless reqguirement for more eftfori, more resourcss, and sors

taith. (252 %09)




CHAPTER V
CUNCLUSIONS AND RECOMMENDATIONS
Civil-military relations in the lihited States have

varied greatly over the years. Some civilian heads of
government have regarded the professional military with
suspicion. Who is at fault?

1t is partially military leaders, not totally Congress,
the changing administrations, or the non-nilitary civiliang
al large. The root of our problem lies with ourselves - the
need for military officers to be better informaed
politically, and to understand and articulate military
theary, principles, history and doctrine un coherent and
unambiguous terms that can be wrderstood and appreciated by
cur mivilian leaders and the American people. (29:2113)

Essentially, the highly successfu , influential solaier
must mold himself into a Soldier-Statesman and be parsuasive
in articulating political, economic, -and military winterests.
Gver-relianceron pure military dogea means that political
chjectives become forgotten. 1f our military’ leaders are‘
cummitted o affechting policy decisions. nh@y mist develop
praditical sensslavity.

There 1 no possibility today, it there ever was, of
ai-hieving a neat and prcise dividing line between political
st:d military considerations. ln tachk, vhere are no ciaar
Linng of demarcation among military, polizical, economic

eupocts. herwiore, we cannol appeoach o el ons, as e
‘ )
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onee tried to, by seeking to isolate, ignore or deal '
swparately with each of these aspects ot decision-making.
We cannot afford to cultivate compartmentalizsed minds.

1f Lhese are acceptable conclusions, then what can be
drawn from them? First, the compartmentalization of military
ard political thinking has become outdated and conflicts Qith
national security interests. Second, final decisions in the
realm of grand strategy must remain with responsible civilian
anthority. (£0:72-73)

This study of military leadership however, was undertaken
for two quite gpecific purposes:

(1) to explore the characteristice necessary to
successful military leaaership today and

(2) to demonstrate that « military leader’'s influence
cn policy is determined by his ability to be both a Soldier
and Statesman.,
The leadership profiles of Generals Marshall and Westmoreland
indicate that there are common leatdership qualftimﬁ but also
gignificant differences that contfiﬁuted ko their abality te
influence policy decisions.

In my opinion, civilian chiets today demand more Trom o
top military leaders than tactical skills. They expecl our
leaders to think and act as Soldier—-Stateqsman. Lencral
Maxwell Taylar, chairman of the JC3 and anbassador as well.
wug # Tirm believer that "...Mething iz =9 likely to repel

the civilian decision-makzrs as o military argumen. weion

Tea




. canits obvious considerations which the Fresident cannot
et (26:165)

t

Few military leaders in the post-World War II era have
thought in strategic-political terms. Marshall was an obvious
exception, Dean Acheson, Assistant Secretary of State,

1941-1945, and Secretary of State, 1950-42, stated in his

memoirs:

«ssslt is not by chance that General Marshall
served his country not as soldier-Fresident, we had
many of these, but as General of the Army and Chief
of Staff, as Ambassador, Secretary of State, and
Secretary of Defense. He truly was a Man of All
Seasons, a4 man who understood the relevancy to
‘military decision and action of considerations
transcending those of the service in which he had
been trained. (1:141-142)

We need to groom more Marshalls!!

I3
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